[0CT 27 1953

MEMORANDUM FOR: Acting Deputy Director (idministretion)

THRY

SUBJECT

: Chief of Adwinistrastion, DD/F
:+ Survey Beport of the SR/Admin/Loglstics Section

1. PROBLEL. To re-svaluate loglatics type T/0 positioms with the SR Division
with & view toward detsrmining:

2.

| ™

B

Tha sppropriate organizstional location Tor the most economlc and
efficient performance of essential logistical functions and

the mirimun number of personnsl estimated to be required for the per-
ferpance of such funciions.

PACTS BuiRIRG OF THE PHROBLRE.

&
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In the evaluation of this study and iis #indings consideration should
e given to ceriain bssic differences between this division snd other
srea divisions.

The entire aystem of legistical procecures is in the process of re-
visw snd correlation with the expanded responsibilities of the Logis-
tics Office. nevisiona, coupled with refinesents being made in pro-
grax planuing procedures and in budged and fipance systems, and the
svident psed to operate within limited appropristions, will tend to
place added emphasis on logistical calcalations at ali levels.

The Logistics Secticn, SR/Admin, was established in Jemuary 1953 and
is cperating under funotions spproved hy the C/SR Livision (Ses 7ab ).
=hs functions, gererslly, assign the duties being carried on in the
Section. A number of sdministrative/genersl service/housskeeping
duties sre being performed in additlon to the speclalised logistical

setivities (Sse Tadb B).

There are no approved Tunctions for a prototype logistical slement

in an srea division., Intra-divisiomal assignwent of functions has
ween laft, very generally, to the dlscretion of responsible officers
in the individusl divisions. 25XOAD

The 1/0 of the Logistics Section is currently under revistion., N ;-

aitions wers originally amuthorized but additional positions have ‘
hesn made available to the Section. There are now jrecrle on board
{3e¢ Teb [ for positions end gredes). v

25X9A2
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£, Current job descriptions have been prepared for the pesitions in the
Saction, vith the exception of the steno-typlst position, as a re-
sult of a recent Clessification end Wage survey.

g+ The Logiebics Seclion operates in a dual capacily because of the
rities of the SR Tivision. It serves uz& the steff level logis-
3iesl oslement of a hesdquarters division and, to an axtent, as the
supply element of & field station.

h. TIn the shesnce of spesific work units spplicsble to the several opers-
tions performed in the Seetion, and any record of the actual time
spant on each, it has been necessary to ssteblisk certain arbitrary
factors and atcept such actusl counts as are available, with estimstes
for others, “hile these factors may have no individual significanes,
they will prove helpful for cemparative purpozes &3 the survey is ex-
sended (Ses Tab A). 7 :

3. DISCUSSION

25X9A2

b. The Logistics Section, SH/Admin, is stated to have been established
as au orgarizational entity in January 1953. The “eciion wes allo-
25X9A2  ested positions., There ore at present [l pecple on board.  25X9A2
Astion n process to adjust the T/ to this figure. As a result
of this proposed sdjustment, current job desoriptions have been pre-
pared. The posiiions have been surveyed by Classification and Wage
Division and grades ané titles have been estsblished.

o. As discussed st length in previous reports, the procedures concsrning
all sspscts of the Agency logistics and supply system are under study
in order to attain a tighter comtrol end to provide adequate coor-
dination in the preparstion snd processing of all related documents.
Phe SR Division and its Logistics Section can eemply with the intent,
put not the letter, of certain procedures becasuse 1ts field opera-
tions are oarried on through ‘hosi! divisions, There is indication

o Wi
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at this time thet certein impending procedure and rsgnlaﬁm re-
visions will have an effect on the worklosd of the Section.

The SE Tivision Les acopted the term 'Logistics Section’ and has had
the personnel of the Section classificc as 'Logistics Ufficers'. This
is iz sccord with the findings of this survey, since it is believed
that the ters 'supply' does not accurately define the part played by
these elements in the overall logistics/supply operstion. The Sk
Division, as discussed elsewhere in this report, has & small supply
speration, lHowever, the prinary responsibility of the Tection lies
in the field of requiresents and logistics calculations snd compu~-
tations; the supply aciivity, necessary because of the peculiarities
of the area and projects, is a secondary responsibility.

The Section is opersting under functions set forth in a divieion
mamorandum dated U Getober 1952, It is belicved thet, &t the comple-
#on of this survey, a prototy;e functional statement will be ce-
weloped wiilch can be ascepted, with minor addiiions or deletione, by
81l area divisions. it has been noted that sach of the divisioms sur-
wveyed has much the seme concept of the responsibilities of a supply/
lagistics sectlon, though some of the functionel statements go far
afield.

Legintics innexes, detailed and priced, have been prepared in this
Section for all of the known active projects having msteriel require-
ments (approximately forty-five). These are mainly i'I type and the
armaxes were developed by the Logistiocs Section with some cooperatiou
on the part of the cese officers, This situstion is digcussed else-
where in this report., Thess annexes have been used as @& basis for
the 1954 budgetary calculstions and will be the basis for future
Porecasts of “ateriel Requirenments. :

The mettor of wehicle records has been a source of some concern in
Shis survey since evidence of records duplication hes been apparent
in some aress. This is not particularly the case in this division,
Three problems in the sduinistration of vebicles appesr in this di-
vielon a8 they have, to & greater or lesser degree, in sll of the
ddvisions surveyed:

(1) ihe need for sdequate procedures for the eollection of pertinent
eud timely information concerning vehicles and tie transmittal
ef such information to the Logistics Uffice for the official
records, :

Bote: Logistlics Cifice has developed, and is now circulating for
sonourrence, a procedure which is deviged to provide for
the collsction, recording and dissemination of vehicle
data. It may be hoped that the installation of this pro-
cedure will resclve this problem.
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The ares divisions are respousible to sesure docunents in evi-
dence of Agency ownershiy of vehicles furnished certein covert
and contract sgents., Therc appears 10 be no adequate means of
foreing suth sgents %o provide these documents, Tt is stated

that rspested requests go unheeded.

Note: Thare is need for a firm enforceing mechanism to sssure
that adequate evidence of Agency ownership of 2ll vehicles
is lomediately avallable at an sppropriate point{s) in
this headguarters. :

ks noted in the reports of divisions already surveyed, there is
& need within il/r for approved standards by walch to ustermine
the justification for the purchase, replacement or disposal of
vehlcles. Under present procedures it appears that such decisions
are dependent upon the pressure exsrtsc by operating personnel,
The Logistics Cffice, which Las responeitility for spproving re-
questa for the purchase, roplacement or dimposal of vehicles, is
entltled Yo asswrance that any request Ifor suweh action is based
en & firm and approved set of schedules and standards., Former
reports have suggesied that no one set of stendards eould be
satislfactorily applisd 4o all areas Lucaise of ke differences
in service, terrain and operationel conditions. However, an
overall igengy policy could be supported ty a set of standards
applicable to cach ores division. Such standards would serve the

- Logistics Section of the ddvisiocn b providing & uuiform and

8quitedbls Lasis for evaluating sash request and would provide the
Legistics Office with mssursance on which to meke final determinstion.

The responsivilities of the Loglstdce Ofiice include ihe maintenance

of the Agency records of vehicles, exoepl those recorus of ownership
of vahicles in the hsnds of deep cover agents where, in sone instances,
the keeping of such records has been specifically delogated to ine
dividual sres divisions Wy the Logistics Uffice.

An evaluetion of the activities of the Lection indicetes that they
fall into two categories, (a) those of a spesialized logletical pa-
ture, and (b) those of & purely bousekesping mature. These sctivities
are lisied on Teb E. ARk examinstion of the Section indicates that

the logisticel responsibilitiss sre recognized, that related prodlens
are being identified snd solutions usveloped. (rades have been estab~
lished for the Section which appear to be commsusurate with the re-
sponsibilities of a division staff, However, &8 in the other divisions
surveyed, the plscement of responsibility for a number of RON~BPE~
oialined aotivities in the woglstics Lection has litile or no rela-
tion to the logistical miseiom of the element; their performance
would not justify a grade equsl to any in the Lection - except the
typist level; and they add nothing to the stature of & stuff lsvel
specialived unit. it is stated thst Lhuse activities are performed
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Wy & typist - 05-5, and do not occupy more than ome third of her time.
It 1s not possidle to reconcile this statement in view of the known
datalls involved in this type of activity and the time consuped in
other divisions in the performence of similar teske. In the intersst
of retaining in a specislized element only those functions and duties
pertalning to the specialization, and for which the personnel are
qualifisd, rated and pald, this report will recommend that
non-spacialised activities be withdrawn from the Logisties Section.

There is reported to be a merked reluctance on the part of FI Livision
gtaf?f and cperative personnel to take 5K logistics officers into their
confidence to the extent necessary to prepare reslistic materiel
armexes to projects and budgetary supporting ccaputations or te plan
supply requirements and supply timing. Though a full disclosure of
a1l project detslls might be wiwise, it would appear that, in s

msrged organisstion, the principle of *need to know" would require
all staif and operating persomnel to voluntarily seek the ald of ed-
minigtrative elements and to make sufficlent project information
avaiiable to them in order thet reslisiic preplanning could be de-
veloped. Adwinistrative personunel get the essential information when
matariel iz required, but often too late to permit the orderly and
ssonomical operation of the supply system. This condition effects
manpower requirements for the Loglstics Section, ore of the basic
problems of the survey, in the following msnner:

{1) It requires mors mashours of logistice officer time to collect
fwem the csse officers 2 bare mintmu of information throwgh
dally or weekly contaets that would be required if the case
efficers were Lo volunteer the esmentisl information and cooperate
fally in the preparsticn of the necesssry loglsiical documents
and oaleulstions. The besic logistics/supply document is the
detalled Logistics Annex, The importance of this document cannot
be over eotimated, It serves several purposes:

(a} 1t i3 the basis on which to Justify the 08-09 money requested
for a project st the time it is presented to PRC for approval.

(b} It is the only Justificstion to support requests for the
allecation of funds in s current yesr or to be used ss smup-
porting tudgetary date in comnection with requests for appro-
priations for future years.

{e) The consolidation of all Armexes in & division forms the
basis for the Forevast of Materiel Hequirememts. This Fore-
oast 1s required pericdically by the Logistics Office to pro-
vide informstion on which its lopg renmge procurement snd con-
srecting progran is developed and setivated. The preparation
of this Foreosst requires the cooperstion of case officer amd
division logistical persormel becsuse the approximate require-
ment date must be reflected A4\ esch item of msteriel in order
that Logisties Office ts supply mission accordingly.
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(2) The lack of adequate information end sufficisnt lesd-time csuses
additional work on the part of logistical personmnel in those in~
stances, where gpecial developmental work must be performed by
regearch slementis prior to procurement or fabricstien.

{3) The lsgk of cocperation and ccordination effesis the entire supply
system in the matler of shipments. Only by heving essential
project information at the earliest possible time can orderly

supply be arranged under mormal yrocsduraa. Crash epsrations are
sxpsnsive and time consuming, .

(k) A Coerdinator is assigned to eseh area division from the steff
of the Logistics Office. In the divisions surveyed previously
these Coordinstors are being used freely and to good advantape,
They obtaln lazisticel and supply information, work cut solutions
o mutusl problams, sxpedite requisitions and shipments, provide
assistence and guldance where possible, asnd otherwise help the
division logistics personncl to perforr their duties. This re-
lstionship does net exist in the =R Division. The Coordinator
is uwsed principelly es a messenger only to carry pspers back and
forth betwesn the two offices. The majority of logistics/supply/
trenspartation coordinstion and expediting is being carried on
Yy personnel of the Logistlies Section of the division. It is
feared that the FI staff and operaters would resernt the giving
of suy information concerning their meteriel and supply problems
%o Loglsties Office and might, es & result, withdraw cooperation
ag:sﬁy esteblished on & personal bdasis with individual case
officers.

This sitmation hias teen diecussed with C/idmin, FT Senlor Staff,
whe states tbat the Staff is sware of the condition but doss not
sheoss to take sny corrective action at this time, on the assump-
tion that, in time (possibly within one year), the matter will
right itsalf. Whether or mot the C/5K Divieion or higher suthority
should initiate action Yo resolve this prodlem, which iz no deudt
present to some degree in all divisions, is outside the scope

of this survey. For the purpose of staffing evaluation, the
premize must be escepted; howsver, if the situation werc corrected,
the Logistics lectlom, SR Division, ocould operate with less

nanRpINaT,

The SE Loglstics Ssction has a supply room in which it is intended

to stock an estimeted 1000-120C different cperationsl items. The
operation of the stock room is assigned to & Loglstics CIficer, (5«9,
with stock control maintenance by a Logistics Officer/isst., GS~T.

An Agenty regulation, now belng coordinated, proposes that Logistics
Office establizh & oentrsl operstional siock room in J Bullding to
caryy a1l operational supplies now belng stocked Ly area divisions,
independent offices and staff elsmenits., It states that, "This reguls-
%ion shall further bhe interpreted ko mean thet it is contrary to
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Agency poligy for arss divisions and separste offices or staffs to
malntein stocks of operational supplies ---*, The instellation of
such a service will reduce the requirements for manpower in the
legistics Section/tR. ‘

Overtine in the Iogletics Section, for the perdod 21 June through

12 “eptember, hes averaged more than the eguivalant of ome full time
eployee - 51 hours per pay period. This eppesrs excessive in view
of the size of staff as compared to workload, It is explained that
half of the staff members ere new employees still in the process of
orientation and trelaing, that stock room snd incicental records are
being installed, and that tle recent budget cxerciss required sn un~
wual amount of work on the part of the Zection. It is noted that
tWe overtime 1s being reduced. Thirty hours of cvertime were used
in the pay period 30 iugust through 12 feptember.

The fection, orgavized with M positions, gainsc an assistant

supply officer in May, & logistice officer in July, and & secretary~

typist in ingust, to reach its present strength of Bl cople, plus 25X9A2
the overtime referred to above, Justification for & largsr staff,

in comparisen to other divisions, wes steted to be;

25X9A2

{1) The fact that the Section is comparstively new and is still get-
ting offico systoms and records developed and installed.

(2) That half of the staff i new and are in Lhe proecss eof belng
orierted mnd trained.

(3) UriXlingness on the part of cese officers snd staif persommel
to provide logistice permornel with information scncarning pro-
Jocts makes 1t necessary to provide logistics officers in day
to day coverage of case officer desis in order to pather a mini-
sum of Information.

(L) The reluctsnce on the part of the Section %o allow the Logistics
“ffice Coordinator %o porform his aission, thus making it pecessary
to provide Sectlon porsounel to perform ccordinatien and oxpediting.

{5} The feet that it has Lesn considersd necessary that & stock of
sertaln operational items be malntained in the division to supply
eperations on & crask basls when necsssary. _

(6) The fact that the FT ¢taff caleulates on the basis of opsrationsl
years, while the Livigion and the igeney operate vn the FY basie,
makes dual computation necessary in many instances.

In the absence of established worklosd Tactors, appruved standard
time allowances spplicable to such factors, and any historical data
sonserning the distribution of manhiours to tasko, it is necessary to
base judgement coneerning 1/ requirements on ebservstion, sstimation,
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the calculated impact of known propossls for revision of regulations
and procedures, the possibility of eliminsting or reducing sctivities,
and bty compsrison with like elsments in other divisions. The Sk
Division will remic with the lower third of the srea divisiors in
sllotments for the purchase of materiel (0B-09 money) and in the num-
ber of projects. Cowe consideration must be given to the type and
sensltivity of the projects, the fgpe of materiel required, the
sterllity demands of the arecs, snd the fact thet operations are
gensrally mounted from headquartere. Fersonnel ou Loerd, plus over-
time expended, Las aversged the equivelent of a six men staff since
¥ay 1953. During this period, in sdditien to conducting the day te
day cperatlons of the lection, the following non~repetitive tasks
have bedn accumplished:

(1) Orientation an¢ training of three mev employees. These people
may be expsctod to be more productive from this date than they
wers during the period in question.

(2) Prepsration anc subsequent editing of detailec loglstice auncxes
for all known projects in the division.

(3) Furpishing of loglatical calculations in support of the 195k
budget and the several revisions thersto.

(k) Levelopment and instellation of an Item Control Card system for
all items of operaiionsl materiel 1isted on the logistics annexes
snd completion of must of the postings thereto.

(5) Lsvelopment of plans for, and the installation o, su operationsl
stock yoom and lnoidertal stock conbrol syetem for the supplies
o hand.

{6) Development of general office routines and systems end orissted
paysonnsl in thelr operation, established lines of ceordination
and lialson, and in general organized iLe Section oo its present
besis.

Upon completion of the abeve non-vecurring activities, and as new
staff members become fully proficlent, it seews obvious thets & six
man stalf will be excessive to the requirements for the routine
astivities of the Sectien. ‘

k. CORCLEBIUE,

8. An evaluation of the Si Logistics Section must recognise certain
fendumental differences in the operation of the Si Livieion as com-
parad to other aree divisions.

nt and is evidenily just
" Lice systems, routines aad
L

iJIA-RDP60-00538A000100120015-6

Information

¥, The Section is a comparstively new s
reashing a point of stabllity in
performances,
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The functions under which the Section 1s operating are adecuate un-
%41 sueh time as 2 uniform or prototype statemsnt ngy be developed
which can be accepted for sll like elements.

Revisions to procedures and regulations, now in the developmental.
stage, may have an ¢ffect on the Section when pudlished, particularly
in the case of the stock room now operated by this Section.

The uze of the word "logistice” as spplicd to the Section and ite
persornel in this division is more definitive of ite activities than
the word "supply” commonly used elsewhere.

The grade structure resulting from a recent survey by Clazsificetion
snd Yage Division sppears to be sound in that it provides for stromg
suppert in the loglstics officer level. Currert job descriptions
are realistie.

The Section is to be conmended for heving taken the initistive in
the preparation of detailed Lopistics fnnexes for all operating pro-
Jects, These documents form the basis for all dogistical and budge-
tary celeulstions.

In thie division, #8 in all others, therc is need for the develop-
ment of standards governing the lscue, replacement and disposal of
vehicles and action should be started along this line ty this
Division.

As noted in previocus reports, there is need in all aress for & Pro-
cedure which will assure the irmediate delivery to this headquarters
of Teclarations of Trust for vehicles purchesed from Agency funds by
oovert agents and other persons,

The Cecticen should contect clements of the Logistios Uffice Laving
regponeibility for vehicles and resl estate to sssure that duplicate
records are not being maintained under the provisions of recent
procedures.

General services-housekeeping-sdministrative type activities, as de~
talled in Tad B, should be withdrawn from the Logistice Section and
aseligned a5 sdditional duty to a clerk of appropriste grade and title
attached to the office of C/admin in order to remove these low grade
duties from a speclalized staff elwment and prevent tleir performance
by, or interference with, employees of a grade not commensurste with
the tesks.

The situation discuesed in Paragraph 33 should be brought to the
attention of the Uivision Chief to determine if any actien should
be teken to bring about & mere satisfoctory relationship between
elenents of the division Admin Staff and the FI staff and operating
personnel,
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Upon publication of the igency reguletion referred tc in Faragraph Jk,
snd the instellation of the operaticnal supply rean ;rovided for
therein, the need for the Section to operate the present supply room
w11l not exist and cne ( }) Log/Sup Ufficer position can then be re-
moved from the Section T/7. _
The Coordimstor provided by the Logistics 0ffice should be utilized
immediately to the full extent of his mission im the performance of
any and all coordinstion, expediting, protlem resolution and infop=
mation interchenge between the Loglstics Sectlion end the several
elaments of the Logistics “ffice, thus seving to the division the
$ime of Logistics Section personnsl who are pow perfurming these
functions. This action, coupled with evidence of present over-
strength discuszed in Paregraph 3n, should permit the inmedizte re-
lease of one T/C pesition from the Secticm,

The Logistics Section, now well on its Wy towards stable ocrganization
and operstlion, and with personnel orientsd anc expericnced in their
Jobs, making full utilissticn of the Ceordinator, given reasonabls
cooperation bty staff and case officer personnel, and relieved of the
stock room and stock cantrol activity and all non-specislized duties,
should operate easily with three (3) positions - two qualified logis-
ticel officers and one compstant clsrk Laving typing sbility. 7his
conclusion takes ixto consideration the problems peculiar to this
division end the fact thaet the divislon has comparsilvely fewer
projects, less persornel to deal with, and lower materiel allctments,

RECOFMENTATIONS.

%o

|-

d.

.

That the R Idivision undertake ths development of a set of appro-
priate standards by which to evaluate requests for the purchase/issue/
replacement/disposal of vehicles, sush standards Lo be in support
ef an over-sgll dgency policy statement pow under consideraticn by
Logisties (ffice.

That DL/P/Aduin initiste the development of an snforeing mechaniam
%o impleaent present procsdures concerning the submissien of Declara-
tYions of Trust on vekhicles purchased by deep cover individuals frem
funds provided W the igenoy.

That 0/Aduin/SE bring to the attention of the CLief/*h Division the
situation discussed in arsgraph 3j for determination as Lo xhat
correctlve action he may choose Lo initiate.

That all general service/admintstrative/housskeeping activities, as
cetalled on Tab B, be ramoved from the wgletice Sectlun and assigned
a5 additlional Juty to a clerk of appropriste prade in the office of
the ﬁj&m.

That C/admin/kl direct the 0/Logistics Section to wiilize the Logis-
ties Coordinator to the full extent of his mission in the performsnce

Sanitized - Approved For R RDP60-00538A000100120015-6




Sanitized - Approved For,," B™CIA-RDP60-00538A000100120015-6

AN ormahan

of any and all coordination, expediting, problem solution end infor—
mation inter-change between the DR Livision snd the scveral elexents
of the Loglsilcs (ffice.

f. That the T/0 of the Logistics Seotion/SR DNivislon be reduced as
followss

{1) Two {2) positions immediately - one based on the caleulations in
Paragraph 3n and one oo full wtilisstion of the Coordiausior, the
transfer of non-specislized tssks {Sc above), and on improved
cooperation from staff and case officer personnel.

{2} (me (1) position when the proposed operaticmal stock room (see
Parsgraph 3k} is installed and operating.

25X1A9%9a

Attachments:
ik thrya D

TBCENICAL ADVISORs
logistiocs (ffice Representative:

25X1A9%9a

25X1A9a

FOIAb3b

Mansgement Officer, BU/A




